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1. Introduction and Purpose of the Paper

Africa is undergoing a significant wave of food regulatory modernization, with many countries establishing

new unified food safety authorities or reforming existing structures. These developments reflect a broader
shift toward science-based governance, improved public health protection, and readiness for increased
intra-continental and global trade.

As part of these reforms, countries increasingly recognize the importance of assessing the performance of
their national food control systems. Such assessments are essential for identifying gaps, prioritizing
investments, and building trust in regulatory capacities. They also support alighment with Codex principles,
particularly CXG 82-2013 (Guidelines for National Food Control Systems) and CXG 91-2017 (Guidelines for

Monitoring the Performance of National Food Control Systems).

However, existing assessment approaches, most notably the FAO/WHO Food Control System Assessment
Tool, while comprehensive and technically robust, can be resource-intensive, requiring extensive
preparation, mobilization of personnel across multiple agencies, and often external technical support. For
several African food competent authorities, the cost of a single assessment may exceed their annual
budget, creating serious barriers to routine use and limiting opportunities for continuous improvement.

This discussion paper aims to:

= Review current mechanisms used to assess national food control systems.

= Highlight constraints associated with applying these tools in resource-limited settings.

= |ntroduce the rationale for rapid, self-assessment approaches focused on regulatory functions and
expected deliverables.

= |nvite AFRAF members to share experience, identify needs, and consider how such tools could be
mainstreamed across Africa to support ongoing modernization.

2. Current Approaches to Food Control System Assessment

The FAO/WHO Food Control System Assessment Tool remains the most widely referenced and globally
recognized assessment framework. Grounded in Codex principles, the tool evaluates systems across four
dimensions (Inputs/Resources, Control Functions, Stakeholder Interactions, and Science/Continuous
Improvement) using 162 criteria. Its strength lies in comprehensiveness, international credibility, and use

of standardized methodologies.
However, practical experience across regions, including in Africa, has shown that:

= Completing a full assessment requires multi-agency engagement, extensive documentation, and
time-intensive validation processes.

= Even self-assessments demand significant financial and human resources, often beyond the means
of newly established agencies.

= The process may take several months, slowing the ability of emerging regulators to rapidly diagnose
their system and prioritize action.

= External facilitation is often needed, adding to cost and complexity.
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These realities create a gap: countries need credible, Codex-aligned, but lighter and more agile assessment
tools that allow them to periodically evaluate their regulatory functions and prioritize investment without

diverting scarce resources away from critical modernization activities.

3. The Context in Africa: Modernization, Expansion, and a Growing Need for Assessment Tools

Across Africa, new food safety agencies and regulatory structures have recently been established, e.g., in
Egypt, Nigeria, Ghana, Gambia, Mauritania, part of an accelerating trend toward unified, risk-based, and
prevention-focused food control systems. These institutional changes require tools that can help:

= |dentify strengths and gaps in new or transitioning systems.
= Support strategic planning and resource allocation.
= Demonstrate progress to national authorities, development partners, and trading partners.

= Facilitate benchmarking across jurisdictions to support regional convergence under AfCFTA.
At the same time, countries face constraints:

= Limited budgets and workforce for comprehensive assessments.

= Competing priorities during the early phases of agency establishment.

= Need to show rapid progress to secure investment and political support.

= Pressing operational demands related to inspection, incident management, and market access.

There is therefore a growing demand for cost-effective, rapid, and practicable assessment tools that allow

regulators to self-evaluate performance and prioritize areas for investment.

These tools should complement, but not replace, comprehensive assessments such as the FAO/WHO tool.

4. A Proposed Alternative: Function-Focused, Deliverable-Oriented Rapid Assessment Tools

One approach under development is a mapping and high-level evaluation of food regulatory functions,
derived from Codex guidance and anchored in the concept of expected outputs or deliverables. This
approach, focus on Food Regulatory Functions and help map and Evaluate their Performance paper. It aims

to provide a structured, practical way to assess:

= The legal and institutional foundation.

= Horizontal regulatory functions, including food standard setting, rules that govern the management
of food operators, compliance verification function which are represented by inspection, and
incident management.

= Enablers, such as scientific capacity, policy functions, and culture of learning.

= Governance and decision-making processes.

= QOperational effectiveness and resource allocation.
Unlike comprehensive system assessments, the function-focused approach:

= Can be completed as a self-assessment, using existing documentation and expert judgement.
= Does not require external assessors.

= Can be deployed by newly established agencies as part of their first baseline diagnosis.
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= Allows rapid identification of gaps and prioritization of capacity investments.

= Supports targeted discussions with development partners.

= s flexible enough to evaluate either the entire system or the oversight over a specific value chains.
= Helps regulators align their operations with Codex CXG 82-2013 principles in a pragmatic way.

It is not intended to replace full system evaluations but rather to enable faster, more regular assessment

cycles, especially during periods of institutional transition.

5. Why a Rapid Assessment Approach Is Needed Now

5.1 Rapid Modernization Requires Agile Diagnostic Tools

Many African regulators are concurrently establishing new authorities, restructuring institutional
arrangements, developing new legal frameworks, and undertaking major operational reforms. Tools that

take a year or more to implement do not always match this pace of change.

5.2 Resources Should Support Transformation, Not Only Assessment

Given severe budgetary constraints, it is critical that assessment processes do not consume
disproportionate financial and human resources. A rapid assessment tool allows regulators to redirect
savings toward laboratory capacity, inspection modernization, digital systems, training, and monitoring
programs, areas where investment yields immediate operational benefits.

5.3 Need for Comparable, Standardized, and Scalable Approaches
A simple, Codex-anchored tool that can be applied across countries would:

= Support benchmarking and shared learning across Africa.

= Facilitate AFRAF-led peer exchange.

= Provide inputs for regional harmonization efforts.

= Help identify cross-cutting needs for capacity building programs.

5.4 Foundation for Regional and Continental Regulatory Integration

As AfCFTA implementation accelerates, there will be increasing expectations for countries to demonstrate
functional regulatory systems that safeguard public health and support regional trade. Practical,
transparent, and credible assessment tools make this more feasible.

6. Bringing the Issue to AFRAF: Purpose of the Discussion

At the Second AFRAF Meeting during Food Africa 2025 &, this topic is brought forward to:

= Share experiences on how African regulators have conducted food control system assessments to
date, what has worked, what has been challenging.

= Understand the diversity of realities across countries, including resource constraints.

= Explore interest in developing or adopting rapid assessment or self-assessment tools.

= |dentify opportunities for AFRAF to support methodology development, piloting, or peer review.
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= Consider how such tools could be mainstreamed across Africa to create common baselines and

accelerate regulatory modernization.

7. Questions for Discussion

AFRAF members are invited to reflect on:

1. How have existing assessment tools been used in your country? What challenges or benefits have
been observed?

2. Is there a need for a rapid, function-focused self-assessment tool to supplement more

comprehensive assessments?

3. What features would be most useful in such a tool (e.g., simplicity, scoring, value-chain
specificity, deliverable-orientation)?

4. Could AFRAF provide a platform for piloting or sharing experiences on these tools?

5. How might rapid assessments support national modernization initiatives and regional
harmonization efforts under AfCFTA?

8. Conclusion

Africa is at a transformative moment in food safety governance. The establishment of new regulatory
bodies, modernization of legal frameworks, and ambitions under AfCFTA create a strong rationale for
practical, cost-effective, and repeatable assessment tools that support continuous improvement.

While comprehensive FAO/WHO system assessments remain essential, they are not always feasible as
routine instruments in resource-constrained settings. Rapid, function-focused assessment approaches,
aligned with Codex principles and grounded in expected regulatory outputs, offer a promising

complement.

By exploring and potentially adopting such tools, African regulators can better align resources with
modernization priorities, accelerate institutional strengthening, and contribute to a more coherent and

effective continental food safety system.

AFRAF, as a network of African regulators, can play a meaningful role in facilitating these reflections,
sharing experience, and supporting the development and dissemination of practical methodologies that
meet Africa’s needs.
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